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Truman envisioned armed forces that would extend opportunity to all persons. Today the Army is striving to maintain this vision by recruiting and retaining an organization reflective of the country's diverse population. However, Black officers are underrepresented in the combat arms specifically in the Infantry, Armor, and Field Artillery branches. This underrepresentation can be termed occupational segregation.
Blacks nonparticipation in these career paths decreases the diversity in these branches and makes it difficult for Blacks to attain appropriate representation among general officers, as more than 59% of the Army's generals are selected from the combat arms.
This research study reviews relevant data and discusses reasons for the racial imbalance in Combat Arms branches. It also summarizes a qualitative research study involving interviews of ten African-American leaders in Louisville, Kentucky. The interviews were designed to obtain information about how the Army is viewed in Black communities and on how the Army could address the recruiting and branching challenges that it faces as it seeks to develop a more diverse leadership.
The Black Community Perspective: Recruiting Blacks into Combat Arms
…In particular, Blacks are under-represented among the combat arms. This condition can be termed occupational segregation. The U.S. Army's leadership is concerned about the low number of Black officers serving in the combat arms for two reasons: first, the low number of Blacks in the combat arms reduces the diversity and perhaps the credibility of the U.S. Army's leadership, and second, for Blacks to attain appropriate representation among general officers because seventy-two percent of the U.S. Army's general selected are from the combat arms.
-Emmett E. Burk Upon delivering its findings in March 2011 to President Obama, the Commission 2 concluded that the senior ranks of the U.S. military lack racial and gender diversity and that this failure to more closely reflect the composition of American society was a strategic problem in need of a solution. The Commission recommended significant changes to policies and practices in accession, branching, promotion and assignments, and they recommended a reexamination of the cultures of the services that favor officers from a narrow subset of branches when promoting to flag rank (e.g., surface
warfare and aviation for the Navy, tactical aviation for the Air Force, combat arms for the Army). 2 Before proceeding with the body of the paper, one argument in favor of the status quo must be addressed. In the author's experience, a common rebuttal to the assertion that the military is failing to build a diverse group of senior leaders claims that in an all- this exclusion, the overall quality of play rose: the talent pool from which teams selected players had expanded suddenly and dramatically. Note that functional challenges may arise as much from the individual choices of potential or actual employees as from active or passive discrimination on the part of the organization. The key point is that an organization that desires to develop the best leaders possible will fill its ranks with the best talent available, regardless of race, gender, etc.
Second, there is an institutional reason for the Army to have senior leaders who more closely reflect the broader composition of American society. The Army is a public institution, dependent on the elected officials of the U.S. Government for its budget, and dependent on the goodwill of the American people for its legitimacy. If the Army fails to reflect the diversity of the nation it protects and represents, then its institutional legitimacy is threatened. In order for the Army to fulfill its Title 10 responsibilities, the public must trust it to identify the right people for key jobs in the organization. That said, 4 the phrase "reflect the diversity" should not be interpreted to mean that the Army must match in every position the ethnographic and gender diversity of the nation. Occupational segregation does not necessarily arise through active discrimination by hiring authorities. When fewer individuals from sub-groups hold certain types of jobs, the stereotypical belief is that there are legitimate and non-discriminatory reasons for them not to be in those jobs. Such perceptions lead to the assumption that they are not capable of doing certain privileged type of work.
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Occupational segregation is not necessarily an organizational problem if the distribution of minorities in the organization is uncorrelated with the distribution of power--that is, if minorities are well represented in some jobs with strong potential for advancement and influence. However, the underrepresentation of certain sub-groups in certain jobs often creates organizational problems. The imbalance creates a variety of majority/minority or in-group/out-group dynamics that lead to problems for both the dominant group and the minority group.
In the case of the Army, occupational segregation of African-American officers in the Army is highly correlated with power and status. This is a poisonous mix. The Army selects a strong majority of its general officers from the combat arms branches, where is not the result of overt or intentional discrimination (and this paper is agnostic on that subject), the result creates a segregated officers corps, and validates the perception of a privileged group of white officers and an inferior group African-American officers. 9 Members of low status groups are not as highly valued as majority group members are, their contributions are often overlooked. 10 Minority leaders face greater difficulties in establishing the legitimacy of his or her authority when they assume leadership roles generally occupied by the dominant group. This is particularly true when the subordinates are from the majority. In such cases, minorities must continually prove themselves; they are more likely than majority leaders to have their authority questioned by their subordinates. 11 This is bad for the officer, and it is bad for the Army.
Whether the fault lies with the capable, young African-American men who choose not to join the Army or who, after joining, choose not to go into combat arms; or with the Army itself, and with the structures and processes that perpetuate this segregation and under-representation, the argument about causes is largely pointless. It is imperative that the Army improve the situation. There is an urgent need for change.
What does success look like? First, the Army must increase the propensity of African-Americans to serve. Specifically, it must increase African-American accessions to the officer corps. Unfortunately, the trends are currently headed the wrong way.
In 2008, the Army Demographics Office released its latest statistics: Black Americans represent 13.6% of Army Soldiers and 13% of the Officer Corps., 22%
Combat Arms, 6% of Maneuver combat Arms, Infantry, Armor, Field Artillery, and Only 10.4% of General officers are Blacks. The demographics and charts below indicate that the propensity of Black young people to serve over the years has declined. Among those who do serve, a high percentage serves in the non-combat arms branches. 12 The most worrying trend concerns Black youths' overall propensity to serve in the Army, which declined from 26% in FY85 to 10% in FY09 (See Figure 1) . 13 The percentage of the "Total" Army that is African-American declined by 5+% from FY85 to FY09 (See  Under Negro officers, they displayed a total ineptitude for modern battle. Their natural racial characteristics, lack of initiative and tendency to become panicstricken could be overcome only when they had confidence in their leaders.
 They were much more susceptible to panic and their morale was quickly lowered when they come under shellfire or suffer physical hardships.
 Their principal use during the World War was that for which they were best fitted, But this history raises a question? Why has the Army failed to achieve greater diversity? When the general societal trends are for greater integration, why are some key trends pointing the wrong way for the Army? As mentioned above, the Army should be credited for its recognition of the problem. However, one cannot avoid the conclusion that the organization has failed in its approach, and that there remains a fundamental misunderstanding of the nature of the problem. Past research studies done by Army War College students have expanded our understanding. One study showed that African-American officers fare badly in combat arms branches, supporting the prediction that they would suffer in environments in which they are poorly represented (a reinforcing loop of failure). These officers failed because of their lack of mentorship, because they were excluded from the good-old-boy network, and because of cultural misunderstandings. 23 Another study examined the role of ROTC programs historically Black colleges in biasing Black ROTC candidates to non-combat arms branches. The interview sample consists of ten prominent African-Americans (eight male / two female) within Louisville's Black community. None had ever served in the military.
The respondents were between the ages 30 -65; they served as prominent role models. They were teachers, medical professionals, businesspersons, and government workers. Each interview session lasted for approximately one hour; interviews took place in the respondents' homes, in the author's home, and in restaurants. During the interview sessions, the interviewer made no effort to influence the responses, and the interview protocol was structured to avoid framing or biasing responses. Overall, respondents were extremely forthcoming and cooperative. They seemed uncomfortable only when they lacked the depth and knowledge to provide a full response.
Assumptions and Limitations

Assumption
It is assumed that the questionnaire provided a reliable means to elicit the desired information. It is assumed that the respondents understood the questions as intended. It is assumed that they responded honestly. It is also assumed the respondents chosen for this study were influential leaders of their community.
Limitation
The primary limitation to this study that all of the participants were African- Interview Process
The interviews were conducted in three parts. In the first part, the respondents were asked questions about their perceptions of the Army and the U.S. Armed Forces.
In the second part, respondents were asked their opinions on why Black youths are disinclined to join the military. In the third part, respondents were asked how to increase the propensity of Black youths to serve in the Army, and to select combat arms. In all three parts, respondents offered perspectives that suggest a path for the Army to partner with leaders in the Black community to shape attitudes and thereby improve
Blacks' accession and branching decisions.
Findings
The respondents' responses are summarized below. In no way did the researcher alter the respondents' responses to reflect his own views. Respondents also mentioned the burden on the families of service members: Soldiers' deployments and numerous moves negatively affect the family as a whole.
When asked about the Army in the context of its ongoing problems with developing Black leaders, respondents opined that it is an antiquated institution with "outdated benefits," and that it has failed to adequately describe itself and its mission to the general populace. The Army fails to explain the intricacies and dynamics of Army service. Respondents expressed some understanding of the missions filled by the Army ("the world's 911 response force" and "baby sitter"), but they did not connect those missions to crucial national interests.
Respondents expressed disappointment about the lack of Blacks in senior leadership positions in the Army. Reflecting the aforementioned "social imperative" of diversity, respondents believed that the Army should be a microcosm of American 20 society. Some acknowledged that the Army has made great strides and progress for
Blacks, but that these changes are insufficient. Respondents also echoed the "functional imperative" of diversity-the Army, the nation, and the Black community will benefit when the Army embraces and champions diversity. An organization that strives for diversity will outperform its competitors in generating new ideas and innovations.
Furthermore, the under-representation of Blacks hurts the Army; it discourages Blacks from joining, reducing the propensity to serve in a qualified pool of talent. Respondents also recommended that senior military leaders invite Black community leaders to their military installations to let them know why the Army considers it important to attract Black youths into the combat arms branches.
What is Next?
The Military Commission did excellent work in identifying problems in leader development. However, its recommendations for improving leadership diversity are somewhat vague:
 Establish the foundation for effective diversity leadership with a definition of diversity that is congruent with DoD's core values and vision of its future.
 Develop future leaders who represent the nation's diversity and who are able to lead a diverse workforce to maximize mission effectiveness.
 Implement policies and practices that will make leaders accountable for instilling diversity leadership as a core competency of the Armed Forces.
 Increase the pool of eligible candidates for promotion to higher ranks.
 Improve outreach and recruiting strategies.
 Eliminate barriers to career advancements. 37 This amounts to what a colleague of the author calls "be handsome advice." It is compelling, but difficult to operationalize. This difficulty is compounded by the clear picture that emerges from the interviews conducted for this project: the Army's current approach to outreach with the African-American community is not going to achieve the desired results.
The Army has two challenges: first, it must stop the decline in Black youths'
propensity to serve; second, it must increase the number of Black officers selecting combat arms branches. This paper proposes six recommendations for achieving these goals. The first two recommendations concern the Black community, which can be a powerful ally in achieving these goals. The third addresses mentorship models in the Army. The fourth suggests a balancing tool for commissioning sources. The fifth recommends specific metrics for leaders that hold them accountable for developing minority officers. These five initiatives will help the Army achieve the results desired by
Military Leadership Diversity Commission, and will be a leap forward in altering the perceptions Blacks have about the Army in general, and about combat arms branches in particular. 38 
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A theme across interview subjects was the need for the Army to leverage key influencers in the Black community. Specifically, the Army should build partnerships with two influential entities: Black Churches, and Black fraternities.
The Army must reach out to the Black Churches. Black churches are the "Centers of Gravity" of many Black communities. These churches continue to play a pivotal role in shaping and changing society. They improve urban communities and provide safe havens for Black children. They approach the terrible problems of gang violence in the same way they faced slavery: with constant hope and amazing faith.
They have been the torch-bearer of the civil rights movement since its beginning; they Army senior officers reflect diversity that meets the functional and social requirements of the institution. 44 
Conclusion
The Army has the finest officer training programs in the world. However, it can make improvements to the current system by setting a single Army-wide standard for accessions, branching, and assigning all young officers-most by assuring that all young officers have an equal opportunity for leaping onto the most promising career tracks.
However, if the Army fails to recruit and retain a diverse officer corps that reflects the nation it serves, it assumes functional and social risks that could affect readiness and undermine the professional fighting force. A failure to meet the expectations of external stakeholders (the Congres and-more important-the American People) puts the Army at risk of losing its relative independence in managing the force and developing leaders. Worse yet, the Army may lose the trust of the nation. While this paper has focused on measures to improve the development of Black leaders, the Army must change its policies and guidance to ensure that all groups are properly represented and integrated in its combat arms branches, and that the Army's leadership reflects the wealth of diversity in the nation.
General Colin Powell believes that the freedoms we enjoy today are only possible because of the sacrifices of the Soldiers who have served this great nation in war at various times for over 300 years. 45 Since 1641, there has never been a time in this country when African-Americans were unwilling to serve and to sacrifice for this nation. Before and during the Revolutionary War, and through every war to the present, Black men and women have served and died for this country. All the current generation of Black officers wants is an equal opportunity to serve in all areas of the Army, and to lead this great Army at its most senior levels. It is in the best traditions of the Army that the service be an institutional leader in providing such opportunities.
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